UNIT 6 COMPETENCY MAPPING

Objectives
After going through this unit, you should be able to

e explain the concept of competency mapping;
e describe the models of competency mapping; and

e discuss different approaches to competency mapping.
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6.1 COMPETENCY- MEANING AND
DEFINITION

An individual behaviour, during various life phases is defined in terms of his
traits, motives, values, attitude, Skills knowledge, abilities and habits. These
basically are the competencies that an individual has either imbibed, learned,
acquired or experiences over his life -time. Every profession must recognize
and adhere to its obligations. Every individual receives some resources from
their parents, such as domain knowledge, attitude, and abilities, to help him
or her fulfil his or her professional tasks. These skills, knowledge or behavior
that one already possess or acquires through learning is known as
competency. Competence is a behavioural trait of a person. Competency is
defined as a mix of causal abilities, subjective knowledge, and applied skills
that results in successful performance. Dictionary refers competency as “the
quality or state of being competent”. One must cartel oneself with
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competencies to form a formidable combination, and assess various
combinations of these in order to produce competent results.

Personal-related competencies to work-role-related abilities can be
considered as a continuum of competencies (Rifkin et. al, 1999).
Individually entrenched core competency is closely linked to institutional
competitiveness (Lathi, 1999). Its notion, characteristics, and contexts have
an impact on the functions of staff selection and development, organizational
development, and competency management. Professional competence is
defined as the ability to combine personal resources (knowledge, talents,
experiences, emotions, attitude, and so on) in order to generate competent
action (Lustri et.al, 2007). Competencies “enables organization to build their
competitive advantage by providing a framework for the human resource
function to focus its efforts in developing the capacity of employees” (Munro
& Andrews, 1994).

David McClelland (1973), proposed the idea of competency as “a term used
to challenge traditional criteria of assessment which had emphasized
intelligence evaluation”. The contextual use of required competency and
organizational requirement both reflects the significance of terminology.

Many scholars have presented competency in different ways. Some of are
presented in the following table.

Table 1: Definitions of Competency

Sr. Definitions Reference
no
1 “A Competency is a set of skills, related knowledge | Unido (2002)

and attributes that allow an individual to successfully
perform a task or an activity within a specific function
or job. Competencies emphasize on required
attributes and activities for an institution to be

successful.”

2 “A cross-functional integration and co-ordination of | Javidan
capabilities.” (1998)

3 “The set of behavior patterns that the incumbent | Woodruffe

needs to bring to a position in order to perform its | (1993)
tasks and functions with competence.”

4 “Competencies are generic knowledge, motive, trait, [ Hayes (1979)
social role or a skill of a person linked to superior
performance on the job.”

5 “A capacity that exists in a person that leads to | Boyatzis
behavior that meets the job demands within | (1982)
parameters of organizational environment, and that, in




turn brings about desired results.”

6 “Competencies are personal characteristic that | Albanese
contribute to effective managerial performance.” (1989)

7 “e Competency: A person — related concept that | Woodrufee
refers to the dimension of behavior lying behind | (1991)
competent performer.

e Competence: A Work — related concept that refers
to area of work at which a person is competent

e Competencies: Often referred as the combination of
the above two.”

8 “Underlying Characteristics of a person that results | Ansfield
in a effective superior performance.” (1997)

9 “Competencies are definition of skills and behaviors | Rankin
that organization expects their staff to practice in | (2002)
work.”

Mansfield (2004) has presented a broader view of competency with words —
“competent people are those who followed rules and procedures without
question — competency meant compliance that stressed over the need for
personnel to take more responsibility and adoptability”. He also
acknowledged three different usages of competency:

1. Use to describe what people need to be able to do with employment;
2. Use to describe what currently happens;

3. Use to describe what people are like.

Therefore, competency is integrated with performance and selection,
development, and assessment of candidate/employee. Competencies are
knowledge, skills, abilities, attitudes, or conduct that characterize superior
performance in a certain setting (Anna & Judith). Thus, personal traits might
include mental/intellectual/cognitive,  social/emotional/attitudinal, and
physical/psychometric aspects required to do the work (Lucia &Lepsinger,
1999). By adding significant values to an institution's vision, purpose,
strategies, and goals, they become performance standards. The word
competence differs in actuality owing to the underlying usage of
epistemological assumptions.

In general, two methods are apparent in the literature: 1. Behavioral analyst
(Rationalist) 2. Subjectivist (Constructivist) (Boon and Van der Klink, 2001)
Competence, according to the rationalist viewpoint, is a specific collection of
traits employed in doing a work (Sandberg, 2000); competence has been
described in two ways: Work Oriented Approach and Task Oriented
Approach (Raven, 1984). Furthermore, the subjectivist approach is founded
on subjective epistemology, which regards the worker and work as one thing
via the existing experience of employees. This is concerned with the
relationship between the individual and the work.

Competency
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6.2

CLASSIFICATION OF COMPETENCIES

Boyatzis (1982) has made a reference of threshold competencies and
differentiating competencies

a)

b)

Threshold competencies; These are essential competencies, generic
knowledge, motive self -image , social role or skill which is essential to
perform a job , however do not distinguish superior performance from
average performance. Thus it is not causally related to superior
performance

Differentiating competencies; These are competencies that distinguish a
superior performer from an average performer. For example leadership
qualities of a sales person viz; ability to take risk, achievement
orientation and interpersonal abilities may lead to superior performance.

The competences are further classified as:

A.

Technical or functional

e Business Awareness- A set of characteristics necessary to make
corporate judgments in order to achieve business objectives.

e Organizational Awareness- Must have a solid understanding of
essential business facts such as short and long-term objectives,
product expertise, responsibilities, and interactions at departmental
level.

e Technical Skills- Through operational expertise required to
accomplish job obligations.

e External Awareness- Should be well-versed in various market
dynamics, new government legislation affecting the business, and
competitor policies.

Managerial skills

e Customer oriented- The capability to recognize, fulfill, and surpass
the expectations of customers.

e Planning SKkills- Aspects essential for wunderstanding the
requirements of various actions to be conducted in order to achieve
the intended goals.

e Cross Functional Perspective- A necessary characteristic for being
aware of one’s own job in connection to different functions within
the business.

e Concern for Excellence- Able to bring out the best in teamwork
and interpersonal relationships inside the business.

e Judgment- The ability to make rapid, rational judgments in unclear,
confusing situations requiring a high level of intuition/judgment is
required.



e Leadership- Attribute essential for assuming responsibility for
achieving the intended goals.

e Delegating authority and assisting organization-subordinates with
coordination. Required attribute for subordinates to be effective in
their given jobs and contribute to the organisation.

e Risk Taking- The ability to own up to a mistake and take the
necessary actions to correct it.

C. Human Attributes:

e Communication- The ability to communicate and transmit
messages to all levels of the company in a concise way. Should be
able to communicate well both orally and in writing.

e Teamwork & Interpersonal Effectiveness- Attribute essential to
influence group or teamwork in order to achieve team objectives.

e Integrity- Give voice to what you can and commit and deliver.

e Transparency and focus while interacting with people.

This is however not an exhaustive list and depends upon the type of sector,
industry and organization. The various external and internal environmental
factors and the competitive level also creates a various systems, processes
and work culture. With globalization and integration of different work
systems have creating new challenges and skill sets required by and
organization. Cross cultural integration and issues related to diversity
management are important aspects of human resource systems. This defines
the type of human capital required both quantitively and quantitively.

Organizations have long been concerned about the competency of their
employees for obvious economic and business reasons. Performance is the
slogan of today's commercial organisations, according to (Kodwani, Amitabh
Deo 2009). People with the necessary skills can outperform others. Superior
performance is dependent on having the right competencies. Nowadays, most
corporate organisations are grappling with the problem of competence
mapping, which is essentially the attachment of an individual's ability that
leads to behaviour and the organizational/job demand. Competency Mapping
can be a very important tool and an aid in career development, Talent
Management and succession planning for an organization. The performance
of a company is mostly determined by the quality of its people resources.

6.3 COMPETENCY MAPPING

Competency mapping is a method of identifying core abilities in individuals
necessary for efficient performance in an organization or profession.
Competency mapping is also described as defining a profession and an
individual's behavioural competencies for an institution or organization. The
goal of competence mapping is to identify the abilities necessary to meet job
role criteria as well as institutional performance. Competency mapping is
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followed by competency diagnostic to examine the institution's current
competency profile in terms of desired competencies (Devkar, 2013).

6.4 HISTORY OF COMPETENCY MAPPING

Arya Chanakya, a well-known royal counsellor and prime minister from
Vedic India, wrote the Arthashastra, which is said to be the first work on
competence mapping. The book includes competence mapping models,
human aptitude thesis and theories, intelligence quotient, emotional quotient,
and everything else connected to human behaviour in terms of work,
reasoning, and emotions. David McClelland, an American management guru,
is credited with launching the global competence movement. His landmark
writings "Talent and Society," "Achievement Motive," "The Achieving
Society," "Motivating Economic Achievement," and "Power the Inner
Experience" revealed various new aspects of competences. The
Competencies explained by McClelland dealt with the emotional sphere. The
article published in American Psychologist in 1973 by McClelland, wherein
he presented that traditional achievement and intelligence scores may not be
able to predict job success and that what is required is to profile the exact
competencies required to perform a given job effectively and measure them
using a variety of tests was a turning point for the competency movement.

McClelland went on to suggest that the strongest indicators of exceptional
on-the-job performance were underpinning, enduring human attributes he
referred to as competencies. Since then, McClelland's conclusions have been
cross-culturally corroborated by McBer's and later the Hay Group's 30 years
of global competence study. As a result, the origins of competence may be
traced back to the early 1970s, when industrial psychologists and human
resource managers were looking for ways to predict effective performance.
Richard Boyatzis (1982) and his book The Competent Manager are credited
for coining the term competency and its rapid ascension to corporate
terminology. Spencer & Spencer, who furthered Boyatzis‘ original work
define competency as an “underlying characteristic of an individual that is
causally related to criterion referenced effective and/or superior performance
in a job or situation”(Spencer, 1993: 9). Gerald Bareeett and Robert Depinet
published their work A Reconsideration for Testing for Competence . Rather
than for Intelligence, they contended that while McClelland and his
supporters had felt for 18 years that Intelligence testing should be replaced by
competency-based training, they had not been able to present any
professionally acceptable empirical evidence for the very same. Many
interpretations and new labels have emerged in recent years as a result of
popular usage of the terms competence and competency (Strebler et al.,
1997).

In India Academy of HRD in Ahmedabad , TV Rao Learning Systems and
SHL (India) were pioneers in designing, implementing and conducting
assessment centers in Indian organisations, thus developing Competency



models for them. With the development of assessment centers, Indian
organisations have evolved.

6.5 THE NEED FOR COMPETENCY MAPPING

Human resource management is the process of managing employees and the
organization simultaneously in order to attain shared goals. It is no longer
feasible to present a strong operating or financial report lest the employee
interactions are in excellent shape. Over time, competent and knowledge-
based employment have increased while less proficient jobs have decreased.
This necessitates future skill mapping via adequate HRM activities. Because
of the worldwide alignment of Indian enterprises, there is also a shift in
management philosophy, systems and cultures. Thus, Multi-skill
development is required. The role of human resource management in
identifying and mapping the competencies is becoming increasingly
significant.

“The process of defining core abilities for a corporation or organization, as
well as the roles and activities inside it, is known as competency mapping”
(Reference). Competency mapping is a necessary and crucial task. A well-run
business should have clearly outlined positions and a list of competences to
efficiently fulfil each function. Competency mapping analyses an individual's
SWOT for a better understanding, which aids in his professional progress.
This highlights the need for further knowledge to be developed. In order to
remain in today's competitive environment, every industry is striving for
maximum efficiency and effectiveness. Industry is divided into two
categories: manufacturing and service. They work tirelessly to increase their
system's efficiency. All strategies and tactics for enhancing the performance
and productivity of their operations point to one fundamental aspect - "Skill
and Competency." As a result, skills and expertise become a key area for
businesses seeking to improve their performance. Every business, notably the
manufacturing industries, places a premium on talent and ability. Any
manufacturing organisation that wants to improve their performance must
delineate the level of skill of its employees. Talents mapping is a strategy for
researching and assessing the skills of the individuals involved. It is a
thorough method of determining a person's ability level. Skill mapping
produces a result that not only describes a person's skill level but also reveals
grey areas where progress may be achieved through training or other ways.
Thus, skill mapping is quickly becoming a catchphrase for every sector
looking to reinvent itself in order to compete in today's market. It is gaining
popularity, and many businesses are demonstrating a serious interest in
implementing it to increase their efficiency. Organizations are drastically
changing their approach to having multi-talented workforce who only knows
one skill. Companies want to know what their workers' current skill levels are
so that they can train and improve the performance of the employees. This is
where skill mapping comes into play, which, in addition to mapping talents,
aids in defining strategies for the company's multi-skilling programme.

Competency
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With increased importance placed by corporations on higher productivity
norms, cost-cutting, operational efficiency, and managing with fewer
employees than previously, competency becomes the most important
yardstick for all Human Resource — related decisions such as recruitment,
adaptation, growth & development, and promotion. The competency
approach is concerned with connecting company strategy with efforts put in
at individual performers. It also encourages people to build abilities that can
be applied in a variety of work circumstances rather than being restricted to a
single position. Employee development focuses on improving capabilities
rather than preparing people for new positions. As a result, they will be able
to build skills that will be helpful throughout the company as it develops and
progresses. Competency mapping examines an individual's qualities and
shortcomings so as to assist them better understand and choose where to
focus and put efforts for professional development .Competency mapping can
be done for both permanent employees and contract workers of an
organization, or for individuals looking for work to highlight the precise
abilities that would make them useful to a future employer. When a person is
prepared to accomplish the task, these types of skills can be determined.
Competency mapping is one of the most accurate techniques of ascertaining
an individual's work and behavioural competencies in an organization.

The delineating of competencies is essential for supporting business vision or
strategies. Competency Mapping creates objectives for securing excellent
performance; it is a systematic technique to enhance professional growth,
increase job satisfaction, and lower the turnover intentions in context of
employees. It improves the efficacy professional development program by
tying them to success indicators (i.e., behavioural criteria of
accomplishments). It gives a standard structure and vocabulary for addressing
how key initiatives should be communicated and executed. It establishes a
shared apprehension of the scope and responsibilities of a certain function. It
establishes consistent, organizational-wide criteria for career levels, allowing
people to advance across company borders. Competency Mapping defines
performance criteria to increase the accuracy and convenience of recruiting
and selection. It establishes a solid platform for discussion between the
management and the employee on performance, growth, and career-related
issues. Skill Mapping defines the success criteria that employees must meet
in order to be successful in their position. It also allows for a more detailed
assessment of individual abilities, as well as the specification of targeted
areas for professional growth Seema's (2007).

6.6 SIGNIFICANCE OF COMPETENCY
MAPPING

1. Competency Mapping enables the finding of subjective knowledge and
skills, behaviour, and capacities necessary for current and future
workforce selection in accordance with institutional priorities aligned
with changes.



2. The analysis can assist in developing workforce development programs
to close the existing gap between competences required for job roles or
institutions.

3. Once competences are determined, an institution can assess the
appropriate training program.

4. Understanding work domains where there is a gap between actual and
projected outcomes can help enhance key performance areas.

5. Mapping employee or organisational skill gap analyses with relevant
learning objects is critical for developing the proper learning paths and,
as a result, the appropriate capabilities of workers or organisations
(Draganidis et. al., 2008).

6. Competency mapping and the accompanying gap detection process
provide the institution with tools that allow them to focus on specific
knowledge areas and abilities that require immediate attention.

7. Assist in the development of competencies throughout the career
planning phase.

8. Competency mapping is a function of HRD/OD, aids in staff selection,
growth, and performance evaluation in the university teaching
profession.

9. The government institutions/organizations are always working to
improve institutional standards, educational quality, and instructor
effectiveness.

10. The established competency mapping scale will be a highly valuable tool
in Employee self-development initiatives

The competency scale for employees will aid in understanding the influence
of competency mapping on organizational performance, and understanding
competency mapping is critical in and of itself. Every organization aspires to
be a leader in its functional sector; similarly, an organization should have
clearly defined job duties and the competences required to accomplish the job
effectively. A well-structured Competency Mapping Scale would enable
organizations to identify individuals' strengths and weaknesses in order to
assist stakeholders in the organization and better understanding themselves
and developing development plans for the same.

6.7 COMPETENCY MODELS

Competency Models or framework is a complete collection of competency
clusters, competencies and behavioral indicators. It integrates all the
behavioral indicators that apply to various positions at all levels in an
organization. It thus encompasses as aspects of individual roles, and thus the
expected behavior is defined and communicated to the employees how it is
related to the overall objectives of the organization. The degree of
proficiency in each skill of the individual is measured against a performance
benchmark specified by the relevant institution.

Competency
Mapping

95



Managing HRD

96

Proficiency is denoted by how such a particular competency a role holder
must have, by which he will be able to produce superior results. Thus it is
important to create consistent proficiency levels, which are used to rate and
compare an individual in different jobs/roles in an organization. Generally
five levels of proficiency are defined:

1) Beginning; The employee response is reactive by nature

2) Elementary; Within his own zone of influence and control an employee
responds satisfactorily and is aware of his requirement.

3) Intermediate; The employee makes effort to exceed beyond the required
expectation, has a broader perspective, responds to all situations,
analyzes it and performs above the required standards

4) Advanced: employee proactively responds to all situations and generally
performs consistently above the requirements of standards

5) Expert: shows exceptional foresight creates a motivating , learning
environment to deliver exceeding the desired level of performance

Each proficiency level is specifically defined through behavioral descriptors,
which have a logical hierarchy so that higher proficiency leads to or depicts
higher competency.

6.8 COMPETENCY ICE BERG MODEL

It might be useful to conceive about competencies as an iceberg. Technical
expertise are at the top - the section visible above the waterline . Behavioral
competencies are below the surface - they are more difficult to measure and
sometimes more difficult to acquire. Behavioral competencies are indications
of how a person perceives himself or herself (self-image), how he or she
generally behaves (traits), or what motivates him or her (motives).

e Skill: - A person's ability to perform something well is referred to as
their skill. For example, excelling at Microsoft Word.

e Knowledge: - Information that a person applies in a certain field. For
example, at a restaurant with an international clientele, this may
distinguish an exceptional waiter or waitress who speaks many
languages from his or her mediocre counterpart.

e Self-image: A person's perception of his or her own identity, personality,
and value. For example, perceiving oneself as a leader or a person
development. A trait is a characteristic of a person's conduct. Being an
excellent listener, for example.

e Motive: - What motivates someone's action in a specific area (an
underlying need for achievement, affiliation or power).



6.9 HOLISTIC COMPETENCY MODEL

Porvaznik (2013) proposed a holistic approach for developing competence
models. The holistic model of managing competence emphasizes the need of

evaluating managerial competence holistically, that is, by examining each

manager's knowledge capacity, application skills, and social maturity. Using
the comprehensive concept of competency, we may avoid selecting managers

who are under-qualified, causing them to perform incompetently.

Porvaznik (2013) offered the following procedure:
Formula HQ = (SQ, AQ, KQ)

Where: HQ = Holistic competence

SQ = Social maturity, SQ = SQI1, SQ2, SQ3, SQ4,

AQ = Application (practical) skills, AQ= AQ1, AQ2, AQ3, AQ4, AQ5
KQ = Knowledge ability, KQ = KQ1, KQ2, KQ3, KQ4

Box 1: Holistic model

Competency

Mapping

SOCIAL MATURITY
SQ1 = Character and will quality.
SQ2 = Perception and creative quality.

SQ3 = Temperament and emotional quality.

APPLICATION SKILLS
AQ1 = Ability to communicate.
AQ2= Ability to motivate.
AQ3= Ability for team work.

AQ4= Ability to lead a team and to lead a
meeting.

AQS5 = Self and time management.

KNOWLEDGE ABILITY

KQI= Knowledge about the objective of
management.

KQ2= Knowledge about the function of
management.

KQ3 = Knowledge about the information
of management.

KQ4= Knowledge about the system of
management.

Source:”’Future of HRD”, Dr. T.V. Rao, Reprint-2004, Macmillan India Ltd.

Three pillars of holistic model consist of:

1. Professional (Knowledge) ability, i.e. knowledge-based capabilities
(KQ), which show the degree of professional skills and managerial
domains. They are also identified by their functional capability.

2. Social Maturity (SQ), which is comprised of an individual's personality.
Social Maturity is a difficult concept to grasp. SQ should be synonymous

with socially responsible, ethical, humane, and personal moral.
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3. Application Skill (AQ), also known as practical skills, tells us whether
the manager knows what to do and how to do it in the business. It
describes It describes the manager's capacity to use information in his or
her job.

6.10 APPROACHES IN DEVELOPMENT OF
COMPETENCY MODEL

Basically there are two approaches in Competency Modelling

a) Job Based approach
b) Competency based approach

In a job-based approach, the competency clusters are identified for a
particular identified job position or role. Thus, it starts with job analysis, thus
identification of Knowledge, skills and abilities required for an effective job
performance. Thus, it leads to identification of threshold competencies for
effective performance

On the other-hand Competency based approach starts with observable
behaviors along with behavioral indicators for superior performance.
Behavioral indicators are grouped into different competencies. So what is
important is what are the behaviors that are important.

Developing a Core Competency Model for an Organisation

Is a model is too generic consisting of general statements, it will not provide
enough guidance either to mangers or to the employees. On the other- hand a
too detailed model seems very bureaucratic, time consuming and looses
credibility.

The core competency model is based on Vision, Mission and value system of
an organization.

Step 1: Profiling of the organization: It is important to understand the
organization vision, mission, core values, strategic plans and objectives, key
business processes, product profiles, key financials, customer profiles
competitions, general business environment.

Besides the macro aspects, understanding of the organization in terms of its
structures, processes, functions, systems , functional and reporting structures,
different levels, designations, span of control, job description and job
positions become very important.

A visionary interview of the top leaders and executives maybe duly taken to
understand the future road map and expected outcomes including defining the
goals and objectives

Step 2: Roles/Jobs profiling: A detailed job Analysis maybe done which
includes both job description defined in terms of knowledge, skills, abilities,



attitudes, values, habits, motives and traits. Along with it a list of most
relevant competencies maybe drawn and the expected behaviour for each role
is prepared.

Step 3: Identification of performance Indicators. This is done in two or
three stages

First based on the performance data and performance appraisal form and
other related documents are studied to understand what are the indicators of
high performance in the organization and what constitutes low performance.
Next stage is to identify the criteria for judging superior performance for a
job/role. A group of specialist or expert along with HR team can define the
performance criteria of superior performers for different roles in the target

group.

The performance criteria may also be then classified into sets of sample of
low, below average and outstanding performers based on performance review
assessment. Subsequently using critical incident interview or through
surveys, expert panels and/or behavioral event interviews , data maybe
collected about different competencies or behavior displayed by superior
performers, but not by below average performers.

Step 4: Superior perspective of performance

Once the overall view and the data has been collected through various
secondary sources and experts , , next stage is to take the interview of the
reporting officers of the targeted role holders for whom the competency
model is being deployed. The reporting officer should be at least one level
above in the hierarchy. Thus an overall perspective on various competencies
maybe duly collected

Step 5: Compilation

This is the most cumbersome, complex and tiring exercise. All the
individuals involved in the exercise will jointly go through records,
interviews transcripts and data collected and identify behavioral indicators
responsible for superior results. Normally there will be many duplications,
overlapping or misleading indicators.Thus at the end the behavioral
indicators which are important for achieving superior performance is
identified by the team. Thus around 60-80 behavioral indicators are identified
for a particular competency.

Step 6: Defining Competency

These identified indicators are further narrowed down to 10-15 broad
competencies and each competency will have five to six behavioral
indicators. The experts will further study each item to eliminate duplications
and compare language and intent. Thus, based on the analysis, behavioral
indicators with similar intent or characteristics are clubbed together under
different heads

Competency
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Step 7: Finalization and Validation of Model

Next step is final review validation and fine-tuned. The revised model will
have 8-10 competencies and four to six behavioral indicators under each
competency

6.11 WHO IDENTIFIES COMPETENCIES

Competency mapping is an activity that may be completed by a large group
of individuals. Nowadays, all business schools, especially those that
specialize in human resources, teach students about competence mapping.
These competences may be developed by anybody with a Master's degree in
management or social sciences, or by anyone with equivalent experience and
training. It is critical to have a conceptual background and understanding of
the company. Knowledge of Business, Organizations, Management, and
Behavioral Sciences is advantageous. HR Managers, Management Graduates,
and Applied Psychologists are all well-qualified for the job. Most universities
that specialize in human resources teach applicants to accomplish this.

Competencies can be identified by one or more of the persons listed below.

—

Experts in the particular field
HR Professionals

Job analysts

Psychologists

Industrialists

Line Managers

Current & Past leaders

Supervisors

TR G w2

Reporting and Reviewing Officers

10. Internal Customers

6.12 ASSESSMENT CENTRE

The assessment center technique to selection was first used in the military
and afterwards in the corporate sphere.The search for a dependable technique
of recognizing persons who possess specific knowledge, skills, talents, and
personality attributes is not new. Assessment center outcomes are
increasingly being utilised to determine the type and sequence of
developmental activities done by human resource functions. Typically,
assessment centers give a profile of each individual's strengths and
limitations.

The assessment center is not a physical location, or structure. In practice, an
assessment centre is just a tool or procedure that organizations employ to
choose qualified individuals for certain roles. The assessment center is a



project strategy that uses several tools and assessors to evaluate or grade
personnel on certain criteria. Candidates for management and executive
positions are frequently required to attend an assessment centre, which may
take several days and consist of a combination of individual testing,
evaluation, and group-based exercises. The Task Force on Assessment Centre
Guidelines adopted the following definition of the assessement centre (Task
Force Assessment Center Guidelines 1989):

‘An Assessment Center consists of a standardized evaluation of behavior
based on multiple inputs. Multiple-trained observers and techniques are
used. Judgments about behavior are made, in major part, from specifically
developed assessment simulations. These judgements are pooled by the
assessors in a meeting among the assessors or by a statistical integration
process. In an integration discussion, comprehensive accounts of behavior
and often ratings of it are pooled. The discussions result in evaluations of the
performance of the assesses on the dimensions or other variables which the
assessment center is designed to measure.’

Designing an assessment center: There are various steps involved in
designing a full-fledged assessment centre. These are:

a) Deciding the purpose; Numerous organizations implement assessment
centres for a specific reason, such as selecting a candidate, whether
externally or internally, as input for talent management, succession
planning, or identifying developmental needs for a group of individuals.

b) Identifying the characteristics or dimensions to be measured; Each
competency in the competency model is characterised in behavioural
terms as a mix of knowledge, aptitudes, skills, habits, values, abilities,
qualities, and motivations. The assessors at the centre make choices
based on the behaviours shown by the participants in comparison to the
behavioural indicators provided for the role's various skills. The
applicant earns a higher rating if he or she exhibits behaviours that are
comparable to those necessary for the post.

c) Identifying the assessment tools and techniques; Multiple assessment
approaches are employed at an assessment centre. Tests, interviews,
questionnaires, psychometric surveys, and simulations are examples of
these. There are several assessment techniques or tools used in the
assessement centre. The most common ones are:

e In basket exercise

e Role play

e Leaderless group discussion
e Behavioural event interview
e Oral presentation

e  Written case analysis exercise

Competency
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e Simulation games

e Inventories, instruments, scale, questionnaire, etc.

d) Establishing linkage with characteristics and competencies; In most
cases, the tools employed in assessment centers measure more than one
attribute. In reality, most positions are quite complex in terms of
activities, and various influencing elements affect the role's ability to
provide better results. As a consequence, it is critical to understand the
aims and purpose of each tool. The selection of the appropriate tool is
dependent on which competencies or traits will be measured by which
tools. The assortment of tasks and tools appropriately measures the main
competencies.

Table 2: Cross-tabulation of Competencies and Assessment Tools

Competencies | Assessment Tools
In- Group- Case | Interview | Psychometric | Role
tray | Discussion | study tool Play

Problem v v v

Management

Planning

Monitoring v v 4 v v v

&Controlling

Decision v v v v

Making

Customer v 4 v

Management

Communication v v

Skill

People v v v v

Development

Team v

Management

Relation v v v

Management

e) Pilot Test for Validation; To validate the design, a pilot run in two or
three assessment centres is required. The primary goal of the validation
exercise is to determine whether the chosen techniques and procedures
accurately measured the competencies they were designed to measure.
The second aim is to test tool comprehension by the target demographic
for whom the assessment centre was created. The third goal of validation
is to ensure the right sequencing of tool administration, the time given




for participants to respond to distinct tasks, and the fine-tuning of the
assessment tool rating criteria.

Design of Assessment Formats; Assessors are supposed to notice and
document essential behaviours displayed by candidates before evaluating
such behaviours against standard assessment templates. As a result, it is
critical to equip each assessor with a methodology for documenting and
analysing the candidates' behaviours. The formats' design is determined
by the competencies to be evaluated and the tools used. These formats
often include an operational explanation of the attributes to be assessed,
a checklist of expected behaviours, a space to record relevant behaviours
demonstrated, and a competency evaluation.

All competencies are specified using levels in a competency framework.
Each description often shows the associate's expected behaviour if he is rated
at that level.

1.

Behavioral Anchored Rating Scales (BARS): A BARS detects
observable behaviours that differentiate between effective and bad
performers and assigns them a point value on a scale. The applicant's
shown behaviour (e.g., role-playing, oral presentation, inbasket) or
previously documented behaviour (e.g., behavioural interview, reference
checks) is contrasted to these cases and suitably appraised. The scale's
content is developed from a job analysis and is based on responses to
major job events or situations. Developing a BARS Scale Using subject
matter experts, identify instances of work performance practices
exhibiting varying levels of efficacy ranging from ineffective to
extraordinary for all parts of the job. These are only key indicators. It is
not required to include an exhaustive list of every possible criterion.
Behaviours can be recognized when doing the job analysis to identify the
qualifications and competencies.

Interviews - Interaction between the interviewer and the candidate
constitutes the interview approach. Because the interview is one of the
most prevalent means of human interaction, considerable attention must
be made before, during, and after the interview, as the aim of the
interview should not be overlooked.

Questionnaire - A questionnaire can be employed at any level of
development. Questionnaires are frequently used to identify usability
concerns. It is one of the most convenient approaches for mapping
competencies. Questions should be pertinent and concise.

Psychometric Tests - It is a common tool for assessing behaviour. These
examinations assess a person's ability to acquire a certain degree of
proficiency. Language usage, arithmetic computation, reasoning, and
image utilization are all included.

Critical Incidents - A critical incident is a systematic technique for
identifying behaviours that contribute to the success or failure of
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individuals or organisations in a specific scenario. First, a list of
acceptable and unacceptable behaviours for a certain job role is created.
The person in charge then assigns them a rating based on their actions. A
checklist for good and negative conduct is created based on these ratings.

6. Gap Analysis - Actual performance is compared to the predicted level of
each competency using a gap analysis which is also described a
mathematical model. A skill is compared to all other skills, or various
combinations of skills are compared to a main skill, by comparing
outcomes in the presence and absence of that skill. This strategy aids in
determining which competencies are more significant and which are less.

Other methods may include:

Group discussions; Wherein a group of individuals deliberate on an issue
and in the due course, various inherent aspects of the personality may be
gauged and the perspective an aspect can be duly assessed in the context of
the identified competencies and the related behavioral intent.

Role plays: Role play is a technique in which the applicant is given a part in
the form of a case or script of a circumstance and is asked to cut out the role.
Role playing is a spontaneous human interaction in which realistic behaviour
is displayed in artificial or simulated situations.

Cases Studies/Exercises: A case study is a descriptive record of a real-life or
simulated event that takes the form of an incident or a case. In a case study,
the candidate is supposed to imagine himself as the person in the scenario
and then come up with a solution for which he must assume responsibility.
To create a case study for an assessment centre, it is essential to keep in mind
that the case study should be related to the type of work, expertise, and
experience of the role holder to a greater extent.

6.13 CONCLUSION

Competency mapping is one of the most accurate methods of determining an
individual's work and behavioural competencies in an organisation.
Fundamentally, training and development is the process of imparting
information, skills, values, and attitudes. Organisations nowadays typically
deal with the overlapping challenges and sometimes competing needs of the
real world, such as enhancing employees skills, retaining the employees,
engaging the employees, raising finances, and also creating provisions for
employee well-being. Leaders have a responsibility to balance and fulfil the
needs of important constituencies while also pushing advanced domain
knowledge and comprehension in situations when knowledge acquisition is
not the primary objective of education but the usefulness of gained
information is. Understanding the human aspect of any organization, the
relational dynamics at work, and channelling talent toward the attainment of
profession's aims is difficult in the current situation. According to the
findings of the some prior studies, competence mapping is the most important
activity for addressing the aforementioned difficulties in the direction of



professional development of employees. A competence mapping scale helps
organizations to manage and enhance the abilities and attitudes of their
professionals, as well as to recruit the most qualified candidates and to plan
effective succession. To build a competence mapping scale for staff, the
issues of competencies connected to that particular profession, various
categories of competency necessary for that profession, and variables
impacting these skills must be investigated. And, as a result of this,
companies will be able to identify and map the capabilities, as well as offer
approaches for developing the necessary competences for the succession
planning. Since the effectiveness of human resources is critical to the success
of any profession. As a result, a competency mapping scale for the various
professions should be developed. The Importance of Competency Mapping
Scale Competence-based selection soughts to identify individuals who
possess psycho-social characteristics linked with greater performance
(McClelland, 1973). These persistent characteristics have an impact on both
work performance and the ability to acquire the information and skills
necessary for effective job performance.

6.14 SELF-ASSESSMENT QUESTIONS

1. How has the concept of Competency Mapping evolved and why it is
relevant for Organizations and employees?

2. What are the various subsystems of HR which are directly, indirectly
linked with Competency Mapping?

3. What are the various steps in Competency Mapping? Who are eligible to
carry out the process?

4. What are the challenges for organization during Competency Modelling?
5. What are assessment centers? What is their relevance and basic objectives?

6. What are the various tools and techniques for competency mapping?
What is the relevance of using a combination of the various tools and
techniques?

7. What are the various approaches in developing a Competency Model?
How is Job Based approach different from Competency based approach?

8. What are the main pillars of Holistic Competency Model?

9. What are threshold and differentiating competencies? How are various
competencies classified?

10. How is competency Mapping in a Small Scale industry different from
larger organization? What process can be adopted to create a
Competency Model for an auto ancillary unit employing 100 employees
consisting of senior, middle and factory workers under the supervision of
floor junior level managers?

11. There is an urgent need for effective steps for recruitment at middle level
and a succession planning matrix is to be duly created. Suggest the unit
as an external consultant.
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